In Six University Libraries
The Job Descriptive Index (JDI) JN THIS STUDY a model for conducting job satisfaction research in on-going organizations is suggested. Specific attention is given to the following questions: ( 1) How can job satisfaction be measured? ( 2) What are the major pitfalls likely to be encountered by those who conduct such research? ( 3) How can job satisfaction data, once obtained, be analyzed and interpreted by management?
Job satisfaction is the feeling an employee has about his pay, his work, his promotion opportunities, his co-workers, and his supervisor. ings about each of these items can be indexed; a numerical value can be assigned to each; and a grand total can be computed. From a managerial perspective, however, it is advisable to examine each element of satisfaction separately. As this study will suggest, the determinants of each element of satisfaction as well as their consequences appear to be different.
An example will illustrate this concept. Assume that satisfaction with pay can be measured on a scale of values such as that in Figure 1 . Further assume
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-5 -4 -3 -2 -1 0 + 1 +2 +3 +4 +5 with pay is indexed and is· found to be -5. Satisfaction with supervision, on the other hand, let us say, is found to be +5. By adding these two values one would arrive .at a zero global measure. From a managerial perspective, does it make sense to do this? Are those matters that cause satisfaction with pay different from those matters that cause satisfaction with supervision? Very probably they are. Cost-of-living, going wage rates in a particular labor market, the expectations or aspirations of an employee, and wage structures within an organization are a few examples, drawn from a list of many factors, that influence feelings about pay. The technical ability of a supervisor, his human relations skills, and his administrative ability are a few qualities that influence satisfaction with supervision. By following a similar process of reasoning one could catalog the determinants of other discriminable dim· ensions of job sati~fac tion, i.e., promotion, work itself, and feelings about co-workers. If these factors each have a unique set of determinants, then each aspect of job satisfaction should be indexed separately. Are the consequences of employee satisfaction with pay, promotion, supervision, work, and co-workers also likely to be different? Again, the answer is, "probably so." The above example can be used again to illustrate why this is true. The negative feelings about pay expressed by the employee in the above example tend to cause him to have a propensity to leave the organization. His positive feelings about supervision, on the other hand, tend to counteract this feeling about pay. His positive feeling about supervision tends to keep him in the organization. In fact, he may feel that his supervisor will very soon do something about his pay. If he believes strongly that a pay increase is likely to come soon, his feelings about pay will perhaps have no overt behavioral consequences at all.
After making this observation, however, it is important to point out that indexing the satisfaction an employee has about his job and cataloging the determinants and consequences of these feelings is a complex process. Before undertaking such a project, management would do well to consider these questions: How can employee satisfaction with a job be measured? Is there a relation between managerial performance and employee satisfaction? Is there arelation between employee satisfaction and employee productivity? What influence does employee satisfaction have upon organizational effectiveness? The hypothesis upon which the research in this study was built is shown in Figure  2 .
Managerial performance (see Figure  2 ) does influence employee job satisfaction. As mentioned earlier, one discriminable aspect of employee satisfaction is the feeling an employee has about his supervisor.
Managerial performance also has a direct -influence upon employee performance (productivity). How this is done is not clear, but in Figure 2 the idea is illustrated by the arrow moving directly from managerial performance to employee productivity.
Some aspects of managerial performance (for example, key decisions on plant ·expansion and output levels) impinge directly upon organizational effectiveness. Evidence to support this assumption is seen in the widespread practice of removing the managerial cadre when an organization does not function properly.
Organizational effectiveness,. as the term is used here, is the extent to which an organization is accomplishing its objectives without depleting its human, financial, and material resources. An organization is a group of people in a structured situation working together toward a specified goal. Organizations may be analyzed by using either a macro or micro level of analysis. In large organizations it is often advisable to study the job satisfaction of a part of the organization rather than the whole.
The influence of employee productivity upon organizational effectiveness is direct. The influence of employee satisfaction upon organizational effectiveness, in contrast, is not so readily seen. Correlations between satisfaction and performance (productivity) have been found to be low in many studies, suggesting that one does not cause the other. On the other hand, correlations between employee satisfaction and turnover have been found to be high and positive. Dissatisfied employees may be exceedingly high in productivity while they are on the job; however, often dissatisfied employees adopt either a "fight" or "Hight" pattern of behavior. They leave the organization if alternatives are available, or they stay with the organization and "fight" it. "Fight" patterns of behavior are illustrated by the strike, slowdown, or by more subtle means such as the failure to commit one's maximum efforts in support of the organization's goals.
The remaining portion of this paper will deal with the subject of employee satisfaction. How can it be measured, or indexed? What are some of the pitfalls likely to be encountered in the process of measuring satisfaction? Once obtained, how can job satisfaction data be analyzed? 6. The index should be valid. 7. The index should be brief and easily scored. 8. Normative data should be available. In this study the Job Descriptive Index (JDI) was used. The JDI m· eets all of the above criteria. 1 The JDI measures job satisfaction in the areas of pay, promotion, supervision, work, and people on the job. Each of the five scales is presented on a separate page.' The instructions for each scale ask the subject to put a "Y" beside an item if the item describes the particular aspect of his job (i.e., work, pay, etc.), "N" if the item does not describe that aspect, or "?" if he cannot decide. A completed JDI (hypothetical) is shown in Example 1.
PITFALLS IN MEASURING JOB SATISFACTION
One of the most challenging problems facing those conducting job satisfaction research in an ongoing organization is that of gaining an employee's true expression of his feelings. It is doubtful if this can ever be done by an organization without assistance from someone outside the organization whom the employees feel they can trust. Is an employee likely to give his true feelings about his supervisor if he thinks his supervisor will be able to identify his response? Obviously not. response, however, must be identified if job satisfaction research is to be significantly advanced. For example, age seems to have a predictable influence upon job satisfaction. Generally, the young are more dissatisfied than the old. In addition to age, it is important to catalog other characteristics of each respondent, such as level in the organizational hierarchy, sex, salary, and educational background. The problem, then, is one of matching a respondent's scores on pay, promotion, etc., with his age, sex, etc., while at the same time protecting his anonymity so that he will give a truthful response.
In the immediate study fifty-five variables were used. Before the JDI was distributed, each individual was -assigned a code number and this code was placed upon the JDI before it was mailed. Each employee's code was also placed upon a master work sheet. Alongside this number, the · participant's age, sex, salary, educational level, and so on were placed. Thus, to assure anonymity, a code number rather than a name was used to identify the data for each respondent. Each individual was mailed his coded JDI form. A letter from the top manager in the organization accompanied the JD I. This letter explained the project and asked the respondent to return the completed JDI to the office of the top manager in a sealed envelope. The packet for each library con- In addition to age, sex, position level, etc., there are other important stratification variables. For example, the state of employee satisfaction in major departmental ~roupings is often information desired by management. An organization analysis must be made before information such as this can be collected. In this study, a complete organization analy~is was conducted for only one of the organizations. The brief organiza- supervisor. When filling out the JDI each respondent should have his own immediate supervisor in mind. If organizational relationships are not clearly defined and recognized by all employees, then it is possible that some employees will rate their immediate supervisor while others will rate a higher level supervisor. If turnover in .an organization is high, some employees may not even know who their supervisor is.
In summary, then, there are two central problems facing those conducting job satisfaction research: ( 1) the problem of protecting the anonymity of each respondent, and ( 2) the problem of identifying the structure of the organization so that valid information may be collected and, once collected, can be grouped by major departmental categories. Which grouping to use is simply a managerial decision which will be influenced by the uses for the data once it is collected. Library C' s pattern of job satisfaction reveals at least three job dimensions whose density functions indicate that job satisfaction levels are depressed . within these categories. These are the categories of pay, promotion, and people. The management of Library C may want to direct its attention to the reasons contributing to this configuration of the data. Library F' s pattern ( Figure 4 ) raises the question of why more employees are satisfied with promotion and people, and why fewer employees are satisfied with pay, supervision, and work. Only management of Library F is in a position to explore this situation further and to do something about it. Library A's relative strengths appear to lie in the areas of promotion and people. It should be kept in mind that the comparative analysis of job satisfaction data is based upon the numbers for all six libraries. Hence, the percentage figures shown in Figure 4 pertain to the composite means of the JDI categories for all six libraries. For example, 65.94 percent of the employees in Library A scored above the mean promotion score of 12.2687. This latter figure reflects the mean ( simple arithmetical average) of the promotion scores for the 265 employees comprising the total library sample of employees. Interpretations of Figure 4 must refer to composite means of the JDI categories of satisfaction as well as to relative proportions of employees in each individual library which score above these composite means for the JDI satisfaction categories in question.
Library B (Figure 4 ) has more employees scoring above the composite means of supervision and people than employees scoring above the composite means of pay, work, and promotion. The low percentage figure ( 33.28) for promotion suggests that this may be a real problem area for Library B.
Library E' s ( Figure 4 ) pattern shows relative strengths in the areas of people, work, and supervision, but some weaknesses in pay and promotion. Again, the data must be interpreted on a relative, not absolute, basis. The benchmark is the composite JDI mean. As mentioned previously, the ultimate significance of managerial studies of job satisfaction depends upon the initial classifications and categories which are established by the research director for the purposes of analyzing the data. Here the intuition of the research director must be supplemented by detailed knowledge of the organizational design of the library. The employees of Department F are the happiest in Library X, as is shown by their position in the overall listing. All Department F employees are satisfied with the work involved in their jobs. Moreover, a relatively large proportion ( 79-percent) are satisfied with supervision and co-workers (people). However, the picture changes when pay and promotion are considered. Here the level of group satisfaction plunges sharply. It is interesting to note that Department F has the highest percentage of employees ( 75 percent) falling above the composite mean for the total job satisfaction.
Department C reveals a mixed pattern. The strengths of Department C lie in supervision, promotion, and work. The weaknesses appear to be in co-workers (people) and pay. And yet Department C enjoys a relatively large lead in total satisfaction. Thi· s pattern can probably be explained by library management on the basis of the role played by Department C in the total organization.
Department B presents a pattern similar to Department C, with the exception that people and supervision are interchanged. Again, the respective managements of departments C and B will want to consult with each other to discuss possible reasons accounting for this inversion of ranking. The strengths of Department B lie in the areas of people, promotion, and work.
The strengths of Department A are in pay and work. The one area of weakness is in promotion. The showings of Department A on supervision and people are quite respectable. The reasons for the satisfaction with pay ( 100 percent) should be ascertained, and communicated to all departmental managers.
Department D shows areas of strength in people and supervision. Work and promotion are areas of weakness. The area of pay cannot be char- .s
acterized as a strength or weakness, although its relatively low level suggests that this category needs to be continuously monitored in the future. It is possible that the trend is downward in pay satisfaction. If longitudinal studies verify this trend, then policies on pay may have to be re-evaluated. The management of Department D will want to take a hard look at the reasons behind the low figure cited for total satisfaction ( 46.14 percent). It is the second lowest for the group of six departments. Department E is strong in the areas of work and people. Pay appears to be a neutral category. Weaknesses appear in the areas of promotion and supervision. Also, it appears that Department E has the lowest figure for total satisfaction ( 43.75 percent) among all the six departments. Although the magnitude of this figure is no cause for alarm, it does suggest that the trend in this area needs to be continuously monitored in future, longitudinal studies.
}DI CATEGORIES · OF JOB SATISFACTION
If the data is rearranged to emphasize the multidimensional nature of job satisfaction among the departments within a single library, each component of job satisfaction can be brought into focus. For example, an examination of Figure 7 reveals that work satisfaction is greatest for all six departments of Library X. In descending order are people, supervision, pay, and promotion. If this analysis is verified, then the promotional policies of Ubrary X should be re-evaluated. In this way, problem areas can be identified, whether they occur within a few or all departments of a library.
It is possible that this configuration of the data will change in the future. Cross-sectional surveys will aid in the determination of static levels of job satisfaction, but for the establishment of 
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• Job Satisfaction I 175 dynamic levels only longitudinal, indepth studies can account for varying levels of job satisfaction over time. For this purpose the JD I instrument can be employed to provide a convenient measuring device for gauging the respective levels of job satisfaction among all categories of the job setting.
SUMMARY AND CONCLUSIONS
This paper defines employee job satisfaction as the feelings an employee has about his pay, work, promotion opportunities, co-workers, and supervisor. From a managerial perspective, it is best to view satisfaction as a multidimensional phenomenon because the determinants and consequences of each dimension are likely to be different.
Managerial performance is related to employee satisfaction, employee productivity, and organizational effectiveness. In fact, managerial performance has a causal influence upon employee satisfaction and employee productivity. As pointed out, one dimension of satisfaction is the feeling an employee has about his supervisor; and the actions of managers in regard to leading, staffing, coaching, and counseling have a direct influence upon employee satisfaction as well as employee productivity.
The influence of employee productivity upon organizational effectiveness is direct. If the work output is low, then obviously the entire organization will not be as productive as it might have been. The impact of employee satisfaction upon organizational effectiveness, in contrast, is not so clear cut. In the short run, employees can be dissatisfied and still be highly productive. In the long run, however, dissatisfied employees tend to adopt either "fight" or "Hight" patterns of behavior.
In this study the satisfaction of the employees of six libraries was indexed. After data was collected, the organizations were ranked in terms of their overall satisfaction scores-Library D was . c:o Job Satisfaction I 177 the highest, Library E scored the lowest. The six libraries were also compared in terms of their scores for each dimension of satisfaction. No one library scored consistently high or low on all dimensions of satisfaction. Library C scored the highest on supervision and work; E scored the highest on people; D scored the highest on pay; F was higher than any of the others on promotion.
In one library the data for each of the five satisfaction dimensions was classified by the major departmental groupings found within the library. Differences emerged when satisfaction data was grouped by departments within a particular library. Again, no one department scored consistently high or consistently low on all dimensions.
A job satisfaction audit is only one step in the process of organizational development. The next step for management is to examine the dimensions of satisfaction that are positive as well as those that are negative. Once the first phase is completed, however, the managerial climate will elicit positive change strategies from those who have participated in the "data feedback" process of organizational development.
